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I n  l a t e  1975 the  Ford Foundation (FF) and t h e  A g r i c u l t u r a l  Development - 
Council (ADC) asked t h a t  I p a r t f c i p a t e  i n  a  j o i n t  review of t h e  Agr icu l tu ra l  
Development Council. Being both a consul tant  t o  FF and a member of t h e  Board 
' I 
of Trus tees  of the  ADC, I was n a t u r a l l y  concerned about p o s s i b l e  c o n f l i c t s  of 
i n t e r e s t .  I accepted t h e  assignment, however, when i t  became c l e a r  t h a t  a l l  
p a r t i e s  wanted a candid, wide-ranging repor t  which covered subs tan t ive  as we l l  
as f i n a n c i a l  i ssues .  
The s h o r t  r e p o r t  t h a t  follows is  a summary of main conclusions. 
Or ig ina l ly  i t  was ant ic ipa ted  t h a t  the  review would be c a r r i e d  ou t  col- 
l a b o r a t i v e l y ,  wi th  Robert Havener and me represent ing  t h e  Foundation and 
Council, r e spec t ive ly .  Personal circumstances, however, necess i t a t ed  t h a t  
M r .  Havener be  excused from t h i s  assignment. Consequently, even though he 
and I have discussed most points  i n  the  evaluat ion ,  he should not  be held 
' accountable f o r  t h e  views presented i n  t h i s  r epor t .  Moreover, I would hope 
t h a t  my ideas  might be regarded a s  t h e  genera l  outlook of someone i n t e r e s t e d  
i n  Asian a g r i c u l t u r a l  development, r a t h e r  than a s  the  viewpoint of e i t h e r  
a Foundation o r  a  Council representa t ive .  
I 
Since accepting the task  ten  months ago, I have had numerous informal 
conversat ions with FF and ADC personnel,  a s  w e l l  as wi th  o t h e r  i n t e r e s t e d  
' 
indiv iduals .  However, most of t h e  s p e c i f i c  m a t e r i a l  f o r  t h i s  r epor t  was 
co l l ec ted  during a six-week, five-country tour  of Asia during July/August 
1976. (See Annex A ) Individual  r e p o r t s  f o r  each of these  coun t r i e s  have - ' -  
been prepared previously and discussed with ADC and FF s t a f f  members. For 
t h i s  reason, t h e  present  repor t  is i n t e n t i o n a l l y  b r i e f ,  covering only i s s u e s  
of broader i n t e r e s t .  
In the course of such a review, I have accumulated a number of itpportant 
debts. .To all those listed in Annex & I  express my thanks for their personal 
assistance. To Vernon Ruttan, the President of U ) C ,  goes a special thanks 
for his willingness to undertake the review, and for the openness and good 
humor which he has shown in permitting a Trustee and a funding-agency 
Consultant to peer over his organizational shoulder. 
Walter P. Falcon 
October 1976 
Sunmrary 
The'ADC has been, and continues t o  be, one of the  premier i n t e r n a t i o n a l  
organiza t ions  of Asia. Its impact on t h e  development of t h e  r u r a l  s o c i a l  
' 
sc iences  i n  Asia has been s i g n i f i c a n t ,  and has been f a r  beyond what might 
normally be expected from an organiza t ion  wi th  a cu r ren t  annual budget of 
only about $2 mil l ion.  This  opinion is  shared by v i r t u a l l y  a l l  persons 
contacted throughout t h e  course of t h e  review. 
The success of the  ADC has res ted  on severa l  f ac to r s .  The organiza t ion  
has  s t r e s s e d  concentrat ion of e f f o r t  wi th in  a r a t h e r  narrow range of 
d i s c i p l i n e s  and a cont inui ty  of focus wi th in  countr ies .  I t  has a l s o  been 
prepared t o  play t h e  r o l e  of c a t a l y s t ,  keeping the  needs of Asians paramount 
i n  t h e  s e t t i n g  of p r i o r i t i e s .  Through t h e  opera t ion  of a  decent ra l ized  
program which has used wel l  t r a ined  p ro fess iona l s  a s  Associates,  t h e  ADC has 
been instrumental  i n  supporting t h e  c a r e e r s  of l a r g e  numbers of Asians. 
Within the  a g r i c u l t u r a l  economics d i s c i p l i n e  where most ADC resources have 
been concentrated, t h e  "Directory of ADC Fellows" reads  l i k e  a "Who's Who." 
The foregoing i s  not  meant t o  imply t h a t  t h e  ADC i s  without cu r ren t  and 
f u t u r e  problems. There is  a need f o r  more appropr ia te  a f f i l i a t i o n s  f o r  
Associates i n  some countr ies  and t h e r e  is  s i m i l a r l y  a  need f o r  c l a r i f i c a t i o n  
of the  r o l e  and s t r u c t u r e  of t h e  Regional Office.  Greater  coordinat ion is 
a l s o  required among fel lowship a c t i v i t i e s .  F i n a l l y ,  t h e r e  i s  a c l e a r  need 
f o r  r e s t r u c t u r i n g  ADC's  f i n a n c i a l  support.  
The ADC is a urq-que and cos t -ef fec t ive  o rgan iza t ion ,  f u l l y  deserving 
of the  f i n a n c i a l  and moral support of o t h e r  organiza t ions  as i t  t ack les  t h e  
important i s s u e s  of r u r a l  development i n  Asia. In p a r t i c u l a r ,  t he  Ford 
.Foundation should be prepared t o  continue i t s  core  budget support t o  the  
ADC f o r  the  next  th ree  years  a t  cu r ren t  l e v e l s .  ~ u r i n g '  the  course of t h a t  
e r a n t  t h e  President  and Board of Trus tees  of t h e  ADC should work towards ' 
formalizing a broader-based funding consortium among foundations and 
b i l a t e r a l - a i d  donors. The Ford Foundation should be prepared t o  p a r t i c i p a t e  
and assist i n  t h a t  process. 
The ADC a s  an Organization 
 he h i s t o r y  of the  ADC has been covered i n  depth i n  s e v e r a l  recent  
* 
documents, and w i l l  not  be t r ea ted  exhaust ively i n  t h i s  r epor t .  A few 
h i s t o r i c a l  h i g h l i g h t s  a r e  necessary, however, t o  underscore why t h e  ADC 
has long been one of the  premier organiza t ions  of Asia. 
The ADC began i n  1953 and continued through 1963 a s  t h e  Council on 
Economic and Cul tu ra l  Af fa i r s .  Its f i r s t  head was J. L. Buck who, i n  1957, 
was succeeded by A. T. Mosher. I n  1973, V: W. Ruttan, t h e  cu r ren t  head of 
the  organiza t ion ,  was named President .  
Since its incept ion ,  the  ADC has focused on the  r u r a l  s o c i a l  sciences,  
e spec ia l ly  on a g r i c u l t u r a l  economics. ADC's motto--"Supporting teaching and 
research r e l a t e d  t o  t h e  economic and human problems of a g r i c u l t u r a l  develop- 
ment, pr imar i ly  i n  Asiavt--is a  cogent summary of i ts  major a c t i v i t i e s .  I n  
s h o r t ,  the ADC has  been involved pr imar i ly  with the  development of the  . . , 
d i s c i p l i n e  of a g r i c u l t u r a l  economics throughout Asia. 
Since its beginning, the  ADC organiza t ional  model has remained r e l a t i v e l y  
constant .  A smal l  but  highly competent c e n t r a l  co re  s t a f f  has handled c e r t a i n  
r ep resen ta t iona l  and subs tant ive  funct ions  such a s  placement of ADC Fellows 
i n  United S t a t e s  Ph.D. programs. However, the  h e a r t  of t h e  organizat ion 
has always been the  ADC country "Associates." Now appointed on a 4-year, 
term b a s i s ,  t he  Associates have been f i r s t - r a t e  p ro fess iona l s  ( t y p i c a l l y ,  
bu t  n o t  exclus ively ,  a g r i c u l t u r a l  economists from developed coun t r i e s )  who 
.- 
maintain considerabl-  decent ra l ized  a u t h o r i t y  over a  v a r i e t y  of teaching,  
* Readers not f ami l i a r  with ADC a r e  urged t o  read "Program and P o l i c i e s  of 
the  ADC (1953-1973)," and "ADC Report f o r  1975," both included a s  Annex C.  
research ,  and fellowship-support a c t i v i t i e s .  I n  add i t ion ,  t h e  ADC 
.occasiorially employs P r o j e c t  S p e c i a l i s t s  whose func t ions  and l e n g t h  of 
employment are more r e s t r i c t e d  than Associates .  I n  1976, Associa tes  were 
: located i n  Indonesia  (2), Malaysia,  Thailand, India ,  P h i l i p p i n e s ,  Bangla- , 
. . 
desh, and S r i  Lanka, and t h e r e  were S p e c i a l i s t s  i n  S r i  Lanka, Indonesia ,  
,and Nepal. 
Among ADC country f i e l d  s t a f f ,  t h e r e  i s  cons iderable  v a r i a t i o n  i n  
a c t i v i t y .  These d i f f e r e n c e s  a r i s e  because of t h e  vary ing  i n t e r e s t s  and 
s k i l l s  'of Associa tes  and because ADC a t tempts  t o  fo l low a country- 
d i f f e r e n t i a t e d  s t r a t e g y  geared t o  t h e  p a r t i c u l a r  needs of each country. 
I n  terms of "average" t i m e  a l l o c a t i o n s ,  Associates  spend roughly equal  
time on teaching  a c t i v i t i e s  w i th in  t h e  u n i v e r s i t i e s ,  on r e sea rch  p r o j e c t s ,  
and on p a r t i c i p a t i o n  i n  i n t e r r e g i o n a l  programs. Perhaps a  b e t t e r  way t o  
i n d i c a t e  the  time a l l o c a t i o n s ,  however, i s  t o  observe t h a t  good Associa tes  
t y p i c a l l y  spend most of t h e i r  time i n  "career support" f o r  Asian r u r a l  
s o c i a l  s c i e n t i s t s .  
In  add i t ion  t o  the  country programs, t h e  ADC c u r r e n t l y  main ta ins  th ree  
.o ther  types of a c t i v i t y .  The Regional Research and Training Program i s  
operated from t h e  Singapore o f f i c e  and i s  designed e s p e c i a l l y  t o  se rve  
,Asian scho la r s  i n  South and Southeast  Asia. Consist ing of a  Regional 
D i rec to r ,  a Research O f f i c e r ,  and a Fellowship Of f i ce r ,  t h e  r eg iona l  program 
focuses on a c t i v i t i e s  t h a t  c u t  ac ross  country boundaries.  These inc lude  a  
seminar and workshop series, Asian research  networks, s e v e r a l  p u b l i c a t i o n  
'? 
s e r i e s ,  and r e g i o n a l  f e l lowsh ip  programs designed t o  provide funding f o r  
Asian s tuden t s  (mainly a t  t h e  Master 's  l e v e l )  a t  c e n t e r s  of educa t iona l  
exce l lence  wi th in  t h e  region.  
The New York o f f i c e  of the  ADC is t h e  loca t ion  of s e v e r a l  o the r  types 
of important program a c t i v i t y .  Throughout t h e  years ,  t h e  ADC has provided ... 
numerous fe l lowships  t o  Asian s tuden t s  f o r  s tudy i n  the  United S ta tes .  
Thus, i n  1976, 35 ADC fe l lows were en ro l l ed  i n  Ph.D. programs, and t h e  310 
ADC fe l lows from 15 coun t r i e s  who received advanced t r a i n i n g  i n  the  United 
S t a t e s  between 1955 and 1975 form an impressive core of s o c i a l  s c i e n t i s t s  
i n  most South and Southeast Asian countr ies .  It is t h i s  core  which provides 
ADC wi th  much of i ts good w i l l  and opera t ing  base,  i .e.,  i ts  power, i n  Asia. 
The Direc tor  of ADC's Research and Training Network (RTN) a l s o  opera tes  
out  of the  New York o f f i c e .  The RTN, t h e  major subs tan t ive  a c t i v i t y  of ADC 
. 
i r i t h i n  t h e  United S t a t e s ,  concentra tes  on a s e r i e s  of workshops and seminars 
designed t o  bring together  r u r a l  development s p e c i a l i s t s .  In  recent  years ,  
t h e  RTN workshops have a l s o  included a s u b s t a n t i a l  number of p a r t i c i p a n t s  
from less developed countr ies .  This  a c t i v i t y  has enabled t h e  ADC t o  become 
a major force  i n  promoting p ro fess iona l  interchange anong in te rna t iona l ly -  
o r i en ted  a g r i c u l t u r a l  economists. Also important i n  promoting t h i s  i n t e r -  
change has been t h e  s u b s t a n t i a l  N e w  York program focused on preparing and 
d i s t r i b u t i n g  pub l i ca t ions  r e l a t e d  t o  a g r i c u l t u r a l  development. 
F i n a l l y ,  t h e  s p e c i a l  program r o l e  of the  Pres ident  should be noted. 
Whether located i n  New York (previously)  o r  Singapore (present ly) ,  t h e  
Pres ident  has played a key subs tan t ive  ro le .  A l l  ADC P res iden t s  have been 
s u b s t a n t i a l  con t r ibu to r s  t o  t h e  p ro fess iona l  l i t e r a t u r e  on a g r i c u l t u r a l  -- 
development, and t h e ~  have a l s o  f u l f i l l e d  important r ep resen ta t iona l  
funct ions  on wide-ranging i n t e r n a t i o n a l  committees. For example, Mr. Ruttan, - 
'mong h i s  many o the r  d u t i e s ,  now se rves  a s  a  member of t h e  ~ e c h n i c a l  Advisory 
Committee of t h e  Consultat ive Group f o r  I n t e r n a t i o n a l  Research which has  
: major r e s p o n s i b i l i t y  f o r  the  support  of the  i n t e r n a t i o n a l  a g r i c u l t u r a l  
research  and t r a i n i n g  centers .  
The funding of t h e  foregoing ADC a c t i v i t i e s  has  undergone s i g n i f i c a n t  
changes during the  p a s t  25 years. During t h e  e a r l y  per iod ,  t h e  support of 
M r .  John D. Rockefeller I11 and the  Rockefel ler  Brothers  Fund was 
instrumental  i n  providing the  year ly  flows of funds, p l u s  a c a p i t a l  reserve  
account. The l a t t e r  has been e s p e c i a l l y  important i n  providing a d d i t i o n a l  
funding flows and i n  guaranteeing an emergency fund which could be drawn' 
upon t o  provide adequate longer-run program f l e x i b i l i t y  and funding indepen- 
dence. In  more recent  years  seve ra l  o the r  sources have taken on increas id  
importance. (See Table 1 . )  The recent  annual con t r ibu t ions  of $200,000 t o  
the  core budget from the  Ford Foundation have permit ted ADC t o  r e t a i n  program 
s i z e  and f l e x i b i l i t y .  Also important have been Canadian g r a n t s  (from the  
I n t e r n a t i o n a l  Development Research Center,  IDRC) t o  t h e  r eg iona l  program of 
. ADC, g r a n t s  from the  Agency f o r  I n t e r n a t i o n a l  Development (AID) f o r  fellow- 
s h i p s  and RTN programs, and an increasing number of country-specif ic  g r a n t s  
from i n t e r n a t i o n a l  organizat ions,  including t h e  Ford Foundation. For example, 
i n  Indonesia, the  Foundation has  a s s i s t e d  ADC a c t i v i t i e s  i n  t r a i n i n g  (e.g., 
t he  ~ u ~ ~ l e m e n t a l '  Program i n  the  Rural Soc ia l  Sciences) and research  (e .g. , 
t h e  Rural Dynamics Projec t ) .  The Foundation has a l s o  underwrit ten a sub- 
s t a n t i a l  share  of the  program c o s t s  of placing an ADC Associate i n  Bangladesh . - 
and promises t o  protvide s i m i l a r  funding i n  Pakis tan  beginning next  year .  
I n  terms of f inances,  the re fo re ,  t h e  ADC, with an annual budget of approxi- 
-t 
mately $2 mi l l ion ,  i s  a r e l a t i v e l y  small  organiza t ion  funded by a s e r i e s  of 
donors who tend t o  a c t  more o r  l e s s  independently i n  t h e i r  support.  
CORE PROGRAM 
Budgeted Preliminary 
1976 - - 1977 
Unrestr icted 
John D. Rockefeller 3rd 
Rockefeller Brothers Fund 
Ford Foundation 
I n t e r e s t  & Dividends 
*Reserve Fund 
Rest r ic ted  
IDRC ( Canada) 
A I D  (Fellowship) 
Tota l  Core $1,129 $1,094 $1,364 $1,514 $1,659 





A I D  (Nepal) 
Grand Tota l  
' Reserve Fund Value  an. 1) $5,088 $4,822 $5,640 $4,592' $3,286 
*Actural 6 Projected Amounts Transferred t o  Operating Fund. 
*$145,000 f o r  Pakistan and Bangladesh, p lus  about $50,000 pending on Rural Dynamite. 
*Some p o s s i b i l i t y  f o r  Pakistan support. 
The foregoing snapshot of ADC as an organization provides only the 
most cryptic and over-generalized account of its many activities. Hope- 
fully, however, it provides the necessary background for the evaluative , 
sections which follow. 
 he Success of the  ADC 
The extraordinary success of ADC a s  an organization i s  not debat- 
able.  The organization is held i n  high esteem by v i r t u a l l y  everyone con- 
tatted i n  Asia and i n  the United S t a t e s  during the course of the  review. 
Indeed, a  comment f requent ly  heard was t ha t  the  ADC returned more per 
d o l l a r  expended than did almost any o ther  in te rna t iona l  development 
operation i n  Asia. 
Such a general  assessment, however, can not  be t he  end of the evaluation.  
Further improvements i n  ADC operations a re  c e r t a i n ly  poss ible ,  and severa l  , 
po t en t i a l  areas  f o r  modification a r e  discussed i n  the next sect ion.  I n  
addi t ion,  i t  i s  important to  d iscuss  various posi t ive  elements i n  the  ADC 
operation so a s  t o  provide other  organizations with he lp fu l  lessons.  
. , Four major f a c to r s ,  p lus  numerous minor ones, appear a t  the  hear t  of 
ADC's success. Perhaps most impressive has been the c a t a l y t i c ,  yet  back- 
ground ro l e  t h a t  ADC personnel have been wi l l ing  t o  assume. ~ l t h o u g h  many 
in te rna t iona l  agencies have a s t a t ed  goal  of being concerned with Asian 
scholars ,  the  ADC has been especia l ly  successful  i n  keeping paramount the  
needs and asp i ra t ions  of Asian scholars  and In s t i t u t i ons .  This a t t i t u d e  
manifests i t s e l f  within ADC i n  terms of personal a t t i t u d e s  and behavior, 
and i n  the  s e t t i n g  of research,  t'eaching, workshop, and publ ica t ion 
p r i o r i t i e s .  Second, the  ADC has  been r i gh t l y  concerned with both concentra- 
t i on  and continuity.  The organization has recognized t ha t  building a 
d i s c ip l i ne  within a country hay take f i f t e e n  years and requires  a r a t he r  
limited focus i n  terms of f i e l d s .  The average country tenure f o r  an individual  
Associate has been about f i ve  years. This period has proven long enough f o r  
a so l i d  acquaintance with l o c a l  people, i n s t i t u t i o n s ,  and i s sues ,  y e t  not 
so  long as t o  permit Associates t o  become e i t h e r  s t a l e  o r  parochial .  Third, 
the  whole concept of ADC involvement has been t o  provide "career support" 
. f o r  Asian s o c i a l  s c i e n t i s t s  within a narrow range of d i s c i p l i n e s ,  The 
not ion  of c a r e e r  support i s  here intended t o  convey the  following program 
meaning. Through longstanding commitments ADC Associates have had the  
oppor tuni ty  t o  move about t h e i r  r e spec t ive  coun t r i e s  t o  l o c a t e  t a l en ted  
Asians. Sometimes contac t  i s  made through d i r e c t  teaching o r  workshop 
' 
a c t i v i t i e s ,  sometimes. through committee work o r  v i s i t s  t o  r eg iona l  u n i v e r s i t i e s .  
The f i r s t  s t e p  i n  the  ca ree r  process o f t e n  is t o  see  t h a t  t a l en ted  young 
ind iv idua l s  have t h e  opportunity t o  undertake domestic o r  regional  s tudy!in 
subs tan t ive  a r e a s  and i n  language t r a in ing .  The next  s t e p  t y p i c a l l y  i s  an 
ADC fe l lowship  f o r  a  Ph.D. i n  the  United S t a t e s .  Another important ingredient  
has  o f t e n  been working with t h e  returned Ph.D. t o  a s s i s t  him o r  he r  t o  
become a success fu l  profess ional  on the  loca1,scene .  This  long-time involve- 
ment wi th  s p e c i f i c  ind iv idua l s  has been a major f a c t o r  i n  ADC's  a b i l i t y  t o  
p ick  committed, ta lented  ind iv idua l s  i n t e r e s t e d  i n  f u r t h e r  t r a i n i n g  and i n  
, becoming t h e  socia l -sc ience  core f o r  t h e i r  countr ies .  . A s  a  consequence of 
t h i s  continuing and concentrated process, ADC's success  r a t e  i n  terms of 
(say) Fe.llows who complete Ph.D.s, and e s p e c i a l l y  i n  terms of the  percentage 
of Fellows who r e t u r n  home, i s  unbelievably high. I n  tu rn ,  these  scholars  
have then provided ADC with a very ta lented  and extremely l o y a l  cadre of 
Asian suppor ters .  It is through the  Fellows, the re fo re ,  t h a t  ADC has an 
o rgan iza t iona l  impart f a r  beyond what might be expected from an organiza t ion  . 
i of i t s  s i z e .  
A f o u r t h  f a c t o r ,  i n t e r r e l a t e d  wi th  the  o the r  t h r e e ,  has been the  
professionalism t h a t  has characterized v i r t u a l l y  every aspect of t h e  ADC 
operation. L i t e r a l l y  from top t o  bottom, ADC personnel have been f i r s t -  
r a t e  profess ionals  i n  t h e i r  own r i g h t .  With few exceptions, Associates 
have been involved with important substant ive  i s s u e s  i n  t h e i r  r e spec t ive  
countries.  This substant ive  involvement i n  teaching and research has given 
Associates an entre'  and profess ional  respect ,  and has given them a l s o  
appropriate o.pportunities f o r  evaluating and s e l e c t i n g  younger personnel 
f o r  t ra in ing.  This r o l e  con t ras t s  subtly but  importantly with t h a t  of 
a general  program o f f i c e r  whose main t a sk  i n  many i n t e r n a t i o n a l  agencies 
i s  t o  dispense funds. 
I n  addi t ion  t o  the  broader, almost philosophical  po in t s  mentioned above, 
severa l  o ther  f a c t o r s  seem important i n  explaining ADC's reputa t ion.  The 
decentral ized s t r u c t u r e  and the minimum bureaucracy were mentioned by many, .. 
a s  being an enviable organizat ional  model. Moreover, t h e  adminis t ra t ion  
of ADC has.been e f f e c t i v e ,  e f f i c i e n t ,  and sympathetic, without being 
p a t e r n a l i s t i c .  Nowhere have these t r a i t s  been more obvious than i n  the  
1 
ADC fellowship program, whose pos i t ive  repu ta t ion  is i n  marked c o n t r a s t  t o  
those of severa l  o the r  in te rna t iona l  a s s i s t ance  organizat ions.  
Given i t s  r a t h e r  l imi ted  budget, t h e  ADC has a l s o  been cos t -ef fec t ive  
i n  terms of resource deployment. One aspect  of t h i s  e f fec t iveness  has had 
t o  do with a focus on people ra the r  than on i n s t i t u t i o n s .  The ADC has  not  
concentrated on ins t i tu t ion-bui ld ing p e r  se ,  i n  e i t h e r  t h e  physica l  
(buildings) or t o t a l  f a c u l t y  sense of t h a t  term. Associates have r a t h e r  . . 
worked with t a l en ted  individuals  i n  a v a r i e t y  of government and academic 
i n s t i t u t i o n s ,  and have been highly  s e l e c t i v e  i n  t h e i r  support.  I n  making 
t h i s  po in t ,  i t  is important t o  note t h a t  p a r t  of ADC's success obviously 
has been dependent upon o the r  agencies making l a rge  human and physical  
c a p i t a l  investments i n  key i n s t i t u t i o n s .  It is thus the  complementarity 
t h a t  should be s t r e s s e d ,  r a t h e r  than any global  genera l iza t ions  about t h e  
wisdom of inves t ing i n  people ve r sus  i n s t i t u t i o n s .  
Another element of c o s t  e f fec t iveness  has been ADC's country- 
d i f f e r e n t i a t e d  s t r a tegy .  The ADC has been successful  i n  gearing it's 
ass i s t ance  t o  p a r t i c u l a r  s t ages  of profess ional  development within coun t r i e s ,  
and a l s o  i n  recognizing when "a job was done." Hence the  e a r l y  contribu- 
t i o n s  of ADC i n  Japan, Taiwan, and South Korea were important i n  es tab l i sh -  
ing  se l f -sus ta in ing r u r a l  s o c i a l  sc iences  which cur ren t ly  need only 
z marginal support from the  ADC. S imi lar ly ,  wi th in  the countr ies  i n  which 
ADC is  now working, Associates have recognized t h e  varying needs i n ,  say ,  
Bangladesh, where numbers of a g r i c u l t u r a l  economists a r e  c r i t i c a l l y  s h o r t ,  
from the  Phi l ippines ,  where the  primary concern is  i n  developing research 
s tandards  and c rea t ing  a center  of educational  excellence f o r  the  Southeast 
Asian region. 
A f i n a l  element worthy of s p e c i f i c  comment concerns ADC's  publ ica t ions ,  
f o r  t h e - l a t t e r  are remarkable i n  severa l  dimensions. F i r s t ,  they contain 
a goodly number of important d i r e c t  con t r ibu t ions  by ADC personnel. Second, 
the  var ious  ADC s e r i e s  have been made widely ava i l ab le  t o  profess ionals  
throughout Asia. It i s  ext raordinary  how of ten  ADC r e p r i n t s  a r e  t h e  only 
v i s i b l e  "foreign" documents i n  t h e  o f f i c e s  of Asian s o c i a l  s c i e n t i s t s .  
Third,  t h e  focus of t h e  pub l ica t ions  has c l e a r l y  had Asia and Asians i n  
( mind--as contrasted (say) t o  what might be of most i n t e r e s t  t o  the  e d i t o r s  
of Icading Arncric:~n journals. 
Numeroua otl~er epccific examplcr~ could be givcn to illuutrate the pro- 
ductivity of ADC'e efforts. Collectively, these long-standing components 
give ADC a reputation and history that is unique and that is not likely to 
be duplicated by other organizations in Asia (or probably by ADC in 
other parts of the world). Because of ADC's tradition, professionalism, 
and complementarity to other international organizations in Asia, there 
can be no doubt that the ADC is fulfilling a need that cannot be met by 
other groups. 
, 
p o t e n t i a l  Problem Areas f o r  t h e  ADC 
However successful  an organizat ion has been, the re  i s  always a  need 
f o r  evolut ion of i ts p o l i c i e s  and programs. The purpose of t h i s  sec t ion,  
the re fo re ,  is  t o  repor t  severa l  general  suggestions t h a t  were developed 
during the  course 'of  t h e  review. More s p e c i f i c  recommendations t o  the  
Ford Foundation a r e  deferred t o  t h e  f i n a l  por t ion  of t h e  repor t .  
Allocation of Time. Given the  f a c t  t h a t  ADC country operat ions a r e  
t y p i c a l l y  "one-man shows," *it i s  not su rpr i s ing  t h a t  t h e  a l loca t ion  of the  
~ s s o c i a t e ' s  time is a  continuing mat ter  f o r  debate. I n  p a r t ,  t h e  "correct" 
 allocation v a r i e s  by country and by the  t a l e n t s  and i n t e r e s t s  of individuals; .  
,however, s ince  1973, severa l  f a c t o r s  have tended' t o  heighten the  dilemma 
of a l l o c a t i n g  time t o  var ious  a c t i v i t i e s .  The i n s t i t u t i o n a l i z a t i o n  of the  
regional  program has added one e x t r a  s e t  of a c t i v i t i e s ,  both substant ively  
and adminis t ra t ive ly .  More important,  however, has been t h e  f a c t  t h a t  the  
. "average" Associate has changed i n  both background and age. The newer 
.Associates have tended t o  be younger, s tronger technical ly  a s  economists, 
and perhaps l e s s  secure i n  career  terms because of t h e i r  age. Because of 
these f a c t o r s ,  severa l  Associatcs s e e  personal  research and publicat ion a s  
being necessary t o  provide adequate longer-run ca ree r  f l e x i b i l i t y  and perhaps 
"proof" of t h e i r  worth. Thus one senses t h a t  research has recent ly  taken on 
a  more prominent r o l e  r e l a t i v e  t o  time spent on loca t ing  young profess ionals  . 
f o r  f u r t h e r  t r a in ing .  To the extent  t h a t  t h i s  research is an i n t e g r a l  p a r t  
of appropr ia te  de*:ei.pment of the  profession within a  country, the re  i s  no . 
i c o n f l i c t .  However, i n  a  number of o ther  coun t r i e s  i t  does appear t h a t  
research by Associates has tended t o  become something of an end i n  i t s e l f ,  
r a t h e r  than a  means f o r  t r a i n i n g  Asians. Should t h a t  tendency become 
more widespread, and s h o i l d  t h e  ADC l o s e  s i g h t  of t h e  need to  keep sub- 
o r d i n a t e  t h e  personal  needs and r o l e s  of Associa tes ,  t he  o rgan iza t ion  w i l l  
quickly l o s e  i ts s u b s t a n t i a l  good w i l l .  I n  making t h i s  p o i n t ,  however, i t  
i s  important no t  t o  o v e r s t a t e  t h e  i s sue :  ADC personnel  have always con- 
t r i b u t e d  t o  r e sea rch ;  t h e r e  have been young Associa tes  i n  t h e  p a s t ;  and 
high research  s t anda rds  a r e  p r e c i s e l y  what is  needed i n  s e v e r a l  coun t r i e s .  
On the  o t h e r  hand, a count ry-d i f ferent ia ted  s t r a t e g y  ought a l s o  t o  argue 
f o r  t h e  'downplaying of r e sea rch  r e l a t i v e  t o  t r a i n i n g  anc! f e l lowsh ip  
.k activity i n  c e r t a i n  s i t u a t i o r ~ s ,  and i t  does appear t h a t  personal  r e sea rch  
may be r ece iv ing  r e l a t i v e l y  too  much a t t e n t i o n  by s e v e r a l  Associa tes .  
D i sc ip l ina ry  Focus. A s  noted s e v e r a l  t imes previous ly ,  t h e  ADC has  
focused p r imar i ly  upon the  f i e l d  of a g r i c u l t u r a l  economics, e s p e c i a l l y  of 
i the  micro v a r i e t y .  There have been secondary emphases on r u r a l  soc io logy 
and a g r i c u l t u r a l  educat ion ,  and r e c e n t l y  a l s o  t h e r e  has  been some a t t e n t i o n  
given t o  t h e  sub-d i sc ip l ines  of f o r e s t r y  and f i s i ~ ~ z y  economics. By con- 
trast, the  ADC has provided almost no support  f o r  t r a i n i n g  i n  anthropology 
and, perhaps more s u r p r i s i n g l y ,  has  t r a i n e d  only l i m i t e d  numbers i n  a g r i -  
c u l t u r a l  po l i cy  and s e c t o r a l - a n a l y s i s  s p e c i a l t i e s .  Perhaps the  major  reason 
f o r  t hese  concen t ra t ions  have t o  do wi th  the  f a c t . t h a t  t h e  ADC has  t y p i c a l l y  
looked f i r s t  t o  a g r i c u l t u r a l  u n i v e r s i t i e s  f o r  i t s  host-country a f f i l i a t i o n s  
and recru l tment  oppor tun i t i e s .  
It i s  poss ib l e  t h a t  t h e  preseiit  a l l o c a t i o n  among f i e l d s  i s  optimal;  
however, s e v e r a l  a l t e r n a t i v e  approaches might b e  considered.  A number of 
people who were contacted dur ing  th?  review argued t h a t  economic anthropology 
o f f e r e d  more i n s i g h t s  on a g r i c u l t u r a l  development than d i d  r u r a l  sociology.  
Seve ra l  a l s o  argued t h a t  departments  of g e n e r a l  economics (or g e n e r a l  
economic agenc ies  w i th in  government) o f f e r e d  b e t t e r  p o s s i b i l i t i e s  f o r  
r e c r u i t i n g  Fellows i n  some c o u n t r i e s  than  d i d  a g r i c u l t u r a l  schools  o r  
m i n i s t r i e s .  Thi rd ,  because of t h e  overwhelming sho r t age  i n  many Asian 
c o u n t r i e s  of  economists who have some c a p a b i l i t y  f o r  handl ing a g r i c u l t u r a l  
p o l i c y  and s e c t o r  a n a l y s i s ,  numerous i n d i v i d u a l s  s t r e s s e d  t h e  p o t e n t i a l  i n  
t h e s e  a r e a s  r e l a t i v e  t o  micro economics, and r e l a t i v e  a l s o  t o  t h e  f o r e s t r y  
o r  f i s h e r i e s  a r e a s  where t h e r e  a r e  few q u a l i t y  programs f o r  Ph.D. t r a i n i n g .  
Given t h a t  i t  t akes  a  cons ide rab l e  per iod  t o  develop a  p r o f e s s i o n a l  
c o r e  of a g r i c u l t u r a l  economists,  movements away from ADC's c e n t r a l  f o c u s  
on a g r i c u l t u r a l  economics should probably be  undertaken only w i th  g r e a t  
cau t ion .  On t h e  o t h e r  hand, t h e  "proper" d i s c i p l i n a r y  focus  f o r  ADC is  an 
i s s u e  on which reasonable  people  d i f f e r ,  and t h e r e  i s  c e r t a i n l y  a  counter-  
l o g i c ,  as expressed by M r .  Rut tan,  f o r  having t h e  ADC devote  approximately . 
one-third of i ts e f f o r t s  t o  t h e  non-economic r u r a l  s o c i a l  sc iences .  
U.S. Presence. Another of ADC's o r g a n i z a t i o n a l  s t r e n g t h s  h a s  o r i g i n a t e d  
among t h e  i n t e r n a t i o n a l l y - o r i e n t e d  a g r i c u l t u r a l  economists w i th in  t h e  United 
S t a t e s .  Large numbers of t h e  l a t t e r  group have been involved wi th  t h e  
Counci l ,  mainly through t h e  e x t e n s i v e  workshop agenda of t he  RTN program 
and a l s o  a s  academic a d v i s o r s  t o  Fellows. Such support  ( v e r i f i e d  quan t i -  
t a t i v e l y  i n  a r e c e n t  survey conducted a s  a  p a r t  of t h e  RTN funding dec i s ion  
by AID) is obviously 'mportant i n  terms of ADC's  r e sea rch  and t r a i n i n g  
a c t i v i t i e s .  Of a  more s u b t l e  n a t u r e  i s  t h e  a s s i s t a n c e  which t h i s  suppor t  . 
provides  t o  ADC's recru i tment  and fund- ra i s ing  e f f o r t s .  
The i m p l i c a t i o n s  of t h e  foregoing  comments a r e  twofold.  F i r s t  a  
s i g n i f i c a n t  p a r t  of t h e  ADC's l e a d e r s h i p  i n  t h e  United S t a t e s  h a s  emanated 
from t h e ' P r e s i d e n t l s  o f f i c e .  The r ecen t  move of  t h e  P r e s i d e n t ' s  o f f i c e  t o  
Singapore--desirable  on a  n e t  bas i s - -never the less  l e a v e s  a  c e r t a i n  repre-  
s e n t a t i o n a l  gap f o r  t h e  ADC w i t h i n  t h e  United S t a t e s .  Second, changes i n  
t h e  RTN which have l e d  t o  fewer conferences  a t t ended  by somewhat more s e n i o r  
s p e c i a l i s t s  h a s  a l s o  meant ( a t  l e a s t  as perce ived  by some) t h a t  ADC now is 
less v i s i b l e  among U.S. p ro fe s s iona l s .  While no  important  damage t o  ADC 
is l i k e l y  t o  r e s u l t  i n  t h e  s h o r t  r un  from t h e s e  f a c t o r s ,  they  are p o t e n t i a l l y  
s e r i o u s  f o r  t h e  longer  run. 
Spec i a l  e f f o r t s  w i l l  be r equ i r ed  by t h e  remaining members of t h e  New 
York o f f i c e  because of t he  v i s i b i l i t y  problem. It w i l l  a l s o  be  v i t a l  f o r  
t h e  b~ Pres iden t  t o  spend s u b s t a n t i a l  amounts of t ime i n  t h e  United S t a t e s  ' 
( a s  he i s  p r e s e n t l y  doing) .  F i n a l l y ,  renewed e f f o r t s  by t h e  RTN t o  inc lude  
l a r g e r  numbers, p a r t i c u l a r l y  of younger p r o f e s s i o n a l s ,  i s  more important  
now than  eve r  before .  I n  t h i s  connect ion t h e  p r o p o ~ a l  by t h e  D i r ec to r  t o  
assemble s e v e r a l  meet ings of i n d i v i d u a l s  a t  t h e  d i s s e r t a t i o n  s t a g e  of t h e i r  
t r a i n i n g  appea r s  an important  s t e p  towards ach iev ing  the  g o a l s  of prominence 
and p a r t i c i p a t i o n .  
Terms of Reference wi th  Host I n s t i t u t i o n s .  Throughout much of i ts  
o r g a n i z a t i o n a l  h i s t o r y ,  ADC Assoc ia tes  have been a f f i l i a t e d  p r i m a r i l y  wi th  
Asian academic i n s t i t u t i o n s .  By spending approximately half- t ime i n  teachi.ng 
o r  r e s e a r c h  a c t i v i t i c e  a t  a  u n i v e r s i t y ,  t h e  Assoc i a t e s  were provided a  
f l e x i b l e  base  from which t o  ca s ry  o u t  f e l l o w s h i p  and o t h e r  a c t i v i t y  about 
t h e  country.  S ince  most un ive1 , s i t i e s  a r e  somewhat condi t ioned  t o  independent 
'( behavior, the  s p e c i f i c  outs ide  a c t i v i t i e s  of Associa tes  r a r e l y  caused 
concern. In more recent  years ,  however, seve ra l  changes i n  a f f i l i a t i o n  
. have occurred. The Associates i n  Bangladesh and Ind ia  a r e  p resen t ly  
at tached t o  crop-improvement research cen te r s ,  and one Associate i n  Indo- 
nes ia  i s  a l s o  t i e d  t o  a research organizat ion.  Although th ree  such a f f i l i a -  
t i o n s  a r e  a small number. they a r e  never the less  a s i g n i f i c a n t  percentage of 
t o t a l  f i e l d  a c t i v i t y  and r a i s e  severa l  important quest ions:  Does ADC now 
view i t s e l f  a s  a supp l i e r  of s o c i a l  s c i e n t i q t s  t o  i n t e r n a t i o n a l  o r  n a t i o n a l  
research o rgan iza t ions?  Do these a f f i l i a t i o n s  i n d i c a t e  t h a t  Associate re-  
search is  becoming more of an end, r a t h e r  than a means f o r  Asian s t a f f  
development? and, Are increas ing c o n f l i c t s  l i k e l y  t o  a r i s e  on p r i o r i t i e s  
' a s  a consequence of Associates having s p e c i f i c  research  and o the r  responsi- ' 
b i l i t i e s  which may be outs ide  the  s p e c i f i c  plan of work from t h e  hos t  
i n s t i t u t i o n ?  
A l l  of t h e  evidence i s  not  i n  on the foregoing quest ions.  Nevertheless, 
i t  does seem poss ib le  t o  o f f e r  some prel iminary answers based on impressions 
gained during the  review. The ADC leadership  i s  d e f i n i t e l y  committed t o  
the  continued ca ree r  support of Asians and does not s e e  research  o r  research 
i n s t i t u t i o n s  as becoming dominant. There is  a l ready  a concern wi th in  t h e  
organizat ion about t h e  need f o r  more a f f i l i a t i o n s  with u n i v e r s i t i t e s  ( a s  
w i l l  be the  case  i n  Pakistan).  However, the re  is a l s o  a r e a l i s t i c  recognit ion 
t h a t  no hard and f a s t  r u l e s  can be made about where t o  a f f i l i a t e .  Whether 
i t  .makes sense t o  have -u- Associate a t  an i n t e r n a t i o n a l  crop-improvement 
center  ( i . e . ,  Ind ia )  is  s t i l l  debatable,  but i n  any event ,  t h a t  a f f i l i a t i o n  
appears t o  have been an exception r a t h e r  than the  s t a r t  of a new trend by 
f ADC . 
The so lu t ion  t o  the  terms of reference i s sue ,  however, i s  less clear .  
With an . inc reas ing  res i s t ance  among Asians t o  having expa t r i a t e s  "up front" 
i n  t h e i r  organizat ions ,  Associates may have more d i f f i c u l t  times i n  t he  
f u t u r e  of maintaining independent, of ten  necessary, ADC program a c t i v i t i e s .  
This s i t u a t i o n  may c a l l  f o r  increased f l e x i b i l i t y  on the pa r t  of 
Associates,  and probably c lea re r  i n i t i a l  understandings of ADC r o l e s ,  
. e spec ia l ly  when a f f i l i a t i o n s  a r e  with research organizations.  ( In  Bangla- 
desh, f o r  example, such d i f f i c u l t i e s  arose because the  Bangladesh Rice 
Research I n s t i t u t e  (BRRI) began.the re la t ionsh ip  with ADC with a  wrong s e t  
of expectat ions.  ) 
The foregoing problems, while important, a r e  not insurmountable. A s  
i n  many other a r ea s ,  they simply requ i re  heightened s e n s i t i v i t y  t o  the  
evolving r o l e  of expa t r i a t e  organizations within Asia,  and an increased 
awareness of t he  need t o  keep Asian i n t e r e s t s  and pa r t i c i pa t i on  a t  t h e  fore .  
Coordination of Training Act iv i t i e s .  A s  mentioned previously,  much of 
ADC's s t r eng th  has res ted  on i t s  Fellows and i t s  Fellowship program. This 
program has evolved s i gn i f i c an t l y ,  with the  most important recent  change 
being the expansion of the regional  Master 's program. In  1976 about 30 
Regional Fellows from Asia w i l l  be i n  t r a i n ing ,  mainly a t  u n i v e r s i t i e s  i n  
the Phi l ippines ,  Thailand, India ,  and Austra l ia .  
During the  course of the review, both the  United S t a t e s  and regional  
fellowship programs drew widespread p ra i se .  They were a l s o  t h e  sub jec t s  of . 
several  use fu l  suggestions. I t  was argued, f o r  example, t h a t  i n  a  number 
of countr ies  the  ADC might make g rea te r  use of domestic fel lowships.  Such 
an a l loca t ion  of time and money would support both the  na t iona l  c en t e r s  of 
educational excellence and t h e  out ly ing regions and u n i v e r s i t i e s  from where 
t h e  Domestic Fellows would be se lec ted .  Second, i t  was suggested t h a t  
Asian profess ionals  (as  opposed t o  ADC personnel) should play a g r e a t e r  
r o l e  i n  the  s e l e c t i o n  and placement process within t h e  regional  fel lowship 
program. Such a move would be very much i n  keeping with ADC's h i s t o r y  and 
mode of operat ion,  and c e r t a i n l y  deserves se r ious  considerat ion.  Third, 
i t  has become c l e a r  tha t  with a regional  Master 's  program i n  Asia, new pro- 
cedures w i l l  have t o  be developed by ADC t o  i n t e g r a t e  t h e  Master's and Ph.D. 
phases of t ra in ing.  To the  ex ten t  t h a t  the  M.A. is an intermediate s t e p ,  
ways w i l l  need t o  be found t o  reduce the  lead-time i n  se lec t ing  and plac ing 
Ph.D. t r a inees  i n  the  United S ta tes .  Fourth, the  l o g i c  by which Aust ra l ia  
. is  included In  the  "regional" program was unclear  t o  many and r a i s e s  the  
of whether i t s  inclusion--obviously d e s i r a b l e  i n  narrow, short-run 
terms--is not counterproductive i n  i t s  impact on t h e  development of q u a l i t y  
I 
M.A. programs within Asia a s  more t r a d i t i o n a l l y  defined. In  addi t ion ,  the  
inc lus ion of Aust ra l ia  ( i f  i t  is included on "quali ty-training" grounds) 
a l s o  r a i s e s  the question of why not  Europe and North America a s  poss ib le  
t r a i n i n g  locat ions  a l so .  F i n a l l y ,  and more phi losophical ly ,  ADC i s  stil l  
faced with severa l  bas ic  dileuxnas i n  s e l e c t i n g  candidates f o r  i t s  fellow- 
sh ip  program. For example, should ADC draw i ts  candidates only from cen te r s  . 
of excellence,  thereby minimizing r i s k s  which would be increased s i g n i f i -  
can t ly  i f  i t  were t o  s e l e c t  Fellows with weaker academic backgrounds from 
provincia l  u n i v e r s i t l - I ?  Simi lar ly ,  should ADC send s tudents  f o r  Ph.D.s 
from countr ies  where t h e  need is g r e a t ,  but  where (because of language and 
inadequate undergraduate t r a i n i n g )  the  prospects  f o r  the  success of these  
s tuden t s  i n  F i r s t - r a t e  graduate schools  is modest? h l t e r n n t i v e l i ,  should 
- .  
such s tuden t s  be s e n t  t o  l e s s  demanding schools ,  o r  not  s e n t . a t  aq l?  
There a r e  no easy o r  e n t i r e l y  c o r r e c t  answers t o  these  t r a i n i n g  
quest ions.  But wi th  the  proven success  of the  United s k a t e s  Ph.D. program, 
lt 
and t h e  recent  i n s t i t u t i o n a l i z a t i o n  of the  r eg iona l  M.A. program, the  time 
appears opportune f o r  ADC t o  recons ider  f r e s h l y  some of these  i s s u e s ,  
perhaps a t  i ts  next  s t a f f  conference. 
Role of the  Regional Off ice .  The r eg iona l  program of the  ADC was 
conceived of as having seve ra l  funct ions :  t o  s t rengthen regiona1M.A. pro- 
grams, t o  improve the  communication (publ ica t ion)  and research  networks of 
Asian scho la r s  ac ross  country boundaries ,  and t o  enlarge  the  impact of t h e  
specia l ized  c a p a b i l i t y  of Associates .  A l l  of these  ob;ectives a r e  c l e a r l y  
des i r ab le ,  and t h e  ques t ions  t h a t  were r a i s e d  about t h e  regional  program 
had mainly t o  do wi th  implementation. Severa l  apparent  anoma1ies"are a l s o  
t h e  r e s u l t  of res t r ic ted-funding c o n s t r a i n t s .  
With r e spec t  t o  regional  t r a i n i n g ,  t h e  ADC is idow a dominant i n t e r -  
n a t i o n a l  organiza t ion  administer ing fe l lowships  i n  the  r u r a l  s o c i a l  sciences.  
The need i n  t h i s  a r e a  i s  c l e a r ,  and ADC1s performance has  gene ra l ly  been 
very.good.  The only remaining problems a r e  i n  a s su r ing  adequate coordina t ion  
among domestic, r eg iona l ,  and i n t e r n a t i o n a l  fe l lowship  programs, i n  increas-  
ing  Asian p a r t i c i p a t i o n  i n  the  fe l lowship  process ,  and i n  s o l v i n g ~ i s s u e s  
I 
r e l a t e d  t o  appropr i a t e  u n i v e r s i t y  l o c a t i o n s  f o r  s tuden t  recru i tment  and 
f o r  t r a i n i n g  placemec* . 
. . 
The reg iona l  research  p rogrm,  however, is l e s s  c l e a r  cut .  Although 
1' qned by an outstanding individu.31, the  r e g i o n a l  r e sea rch  program has  had ( 
a l i m i t e d  beginning. Few reg iona l  research  g r a n t s  have been given, 'which 
i s  probably appropr i a t e  i n  t h a t  such g r a n t s  might b e t t e r  be  channeled 
through country Associates.  Although t h e  r eg iona l  r e sea rch  o f f i c e r  has 
been extremely u s e f u l  i n  he lp ing  t o  s e t  up t h e  Singapore o f f i c e ,  t h i s  
p o s i t i o n  might have had a  h ighe r  payout i f  i t  had been used t o  provide . 
ano the r  country Associate .  Under t h e  terms of t h e  IDRC reg iona l  g r a n t ,  
however, t h i s  a l t e r n a t i v e  has  n o t  been an a v a i l a b l e  opt ion.  The add i t ion  
of another  sen io r  p o s i t i o n  i n  Singapore i n  t h e  form of a Research Of f i ce r  
h a s  a l s o  clouded ADC's "lean-bureaucracytt look,  a  r e p u t a t i o n  t h a t  is 
c r i t i c a l  i n  p re sen t  f i n a n c i a l  c ircumstances.  
The r e g i o n a l  seminar program h a s  a l s o  been u s e f u l l y  sys temi t ized  during 
t h e  p a s t  s e v e r a l  years .  .The concept of such a workshop s e r i e s  i s  e x c e l l e n t ,  
e s p e c i a l l y  i f  t h e  s p e c i f i c  research  e x p e r t i s e  of Associa tes  i s  t o  be.made 
a v a i l a b l e  on a  r eg iona l  bas i s .  The problems, and they  have n o t  been over ly  
s e r i o u s  t o  d a t e ,  hinge mainly on t h e  e x t e n t  t o  which programs, dec i s ions ,  
and c o n t r o l  f o r  such workshops o r i g i n a t e  i n  t h e  r e g i o n a l  o f f i c e  (and a r e  
independent of i nd iv idua l  country i n t e r e s t s ) ' a n d  t h e  e x t e n t  t o  which t h e  
r e g i o n a l  program rep resen t s  e s s e n t i a l l y  a s e r v i c e  and c a t a l y t i c  f o r c e  f o r  
t h e  Associates .  This  i s s u e  i s  f u r t h e r  aggravated by a l ack  of c l a r i ty - - a t  
least as expressed by several--on t h e  o v e r a l l  r o l e  of t h e  r eg iona l  d i r e c t o r .  
Given t h a t  ADC is i t s e l f  a  r eg iona l  o rgan iza t ion ,  and given t h a t  t h e  
P r e s i d e n t ' s  o f f i c e  is  now i n  Singapore, it seems reasonably c l e a r  t h a t  
. . 
l i n e s  of a u t h o r i t y  arp now clouded. S ince  the  r eg iona l  opera t ion  i s  new, 
i t  is no t  s u r p r i s i n g  t h a t  c e r t a i n  c o n t r a d i c t i o n s  p r e s e n t l y  e x i s t .  Severa l  
op t ions  a r e  poss ib l e  f o r  c l a r i f y i n g  t h e  s i t u a t i o n .  I n  seeking rearrangements,  
most rev iewers  suggested t h a t  ADC's s t r e n g t h  was through t h e  out reach  program 
of its Associa tes ,  t h a t  t h e  r eg iona l  program should be  c a t a l y t i c  t o ,  
rathe.r  than  independent o f ,  country programs, and t h a t  ADC must do every- 
th ing  poss ib l e  t o  keep i ts t r i m ,  decen t r a l i zed  s t r u c t u r e .  
Funding. An examination of Table 1 underscores the  b a s i c  c u r r e n t  
dilemma of ADC wi th  r e s p e c t  t o  funding. Annual c o n t r i b u t i o n s  by t r a d i t i o n a l  
donors are no t  i nc reas ing  and, t o  meet i n f l a t i o n  and r a p i d l y  r i s i n g  t r a i n i n g  
c o s t s ,  t he  ADC budget has  increased  about 70 percent  between 1971 and 1976. 
The consequence has  been a s i g n i f i c a n t  drawing on the  r e s e r v e  account.  
P resen t ly  the  c a p i t a l  account is  l e s s  than twice t h e  annual  budget ,  a s  
compared wi th  about f o u r  t imes  the  annual budget i n  1970. Moreover, t h e  
inc reas ing  percentage of r e s t r i c t e d  funds has c rea ted  f u n g i b i l i t y  and a l l o -  
c a t i o n  problems, and has  added s u b s t a n t i a l l y  t o  t h e  time spent  on fund 
r a i s i n g  and f i n a n c i a l  r epor t ing .  
The f i n a n c i a l  s i t u a t i o n  is c l e a r l y  a  cause f o r  major concern on bo th  
t h e  expendi ture  and income s i d e s  of t h e  ledger .  
No d e t a i l e d  ana lyses  of expendi tures  were undertaken dur ing  the  course  
of t h i s  review, a l though s e v e r a l  gene ra l  p o i n t s  should be noted. Over t h e  
yea r s ,  t he  ADC has  maintained a ve ry  "lean" o rgan iza t ion ,  w i th  a  minimum 
of bureaucracy. This  model has  a f f e c t e d  expendi tures  d i r e c t l y  and h a s  a l s o  
been viewed p o s i t i v e l y  by donors,  thereby a f f e c t i n g  income. Given t h e  in -  
creased f i n a n c i a l  p re s su re ,  i t  now seems e s p e c i a l l y  important  f o r  ADC t o  
maintain i ts  l ean  image. For t h i s  reason i n  p a r t i c u l a r ,  t h e  i n i t i a l  and 
cont inuing  c o s t  of  exmsnsion of t h e  r eg iona l  o f f i c e  is  somewhat troublesome. 
The same is t r u e  of WC's  very  l i b e r a l  s a b b a t i c a l  pol icy .  While c l e a r l y  
1 
some kind of s a b b a t i c a l  o r  reassignment program is needed i f  e x c e l l e n t  
. 
profess ionals  a r e  t o  be r e c r u i t e d  and re ta ined ,  present  ADC leave pol icy  
does appear a t  odds with i ts  genera l ly  f r u g a l  image, and may be unneces- 
s a r i l y  generous f o r  the more sen io r  s t a f f  . 
Although minor cut-backs may be poss ib le  on t h e  egpenditure s i d e ,  most 
1 
of .the f i n a n c i a l  r e l i e f  must come from increased income i f  ADC i s  t o  maintain 
its pos i t ive  program impact. There a r e  no magic so lu t ions  on income, and 
i t  i s  c l e a r  t h a t  the  Pres ident  and o the r  o f f i c e r s  of the  ADC w i l l  have t o  
spend an increasing amount of time on f i n a n c i a l  mat ters .  In  t h e  shor t  run,  
the  s u b s t a n t i a l  cont r ibut ions  by the  Ford Foundation recommended i n  the  
next sec t ion  can be a  p a l l i a t i v e .  However, i t  i s  a l s o  c l e a r  t h a t  during 
the  next two o r  th ree  years  of t h a t  support ,  ADC must s u b s t a n t i a l l y  re-  
s t r u c t u r e  i ts  funding. F a i l i n g  t h a t ,  d r a s t i c  reduct ions  i n  expenditure w i l l  
be required. 
No s i n g l e  f"nd t a i s i n g  idea  i s  l i k e l y  t o  succeed f o r  any organiza t ion;  
however, unless the  ADC l eadersh ip  wishes t o  spend a l l  of i t s  time i n  r a i s i n g  
money and repor t ing  on i t s  use,  some kind of consortium of donors should 
probably be formed. I f  ADC's a c t i v i t i e s  appear a s  p o s i t i v e  t o  these  
p o t e n t i a l  donors a s  the  views uncovered during t h e  course of t h i s  b r i e f  
review, t h e r e  should be l i t t l e  problem i n  forming a  more formal funding 
mechanism. For example, i t  might be poss ib le  (with t h e  he lp  and leadership  
of present funders) t o  s t r u c t u r e  a  donors'  meeting where the  ADC might 
provide o v e r a l l  budget and program presenta t ions .  P a r t i c i p a n t s  might inc lude  
the  Rockefeller Brorb?rs Fund, t h e  Ford Foundation, the  Clark Foundation, 
the  Rockefeller Foundation, t h e  L i l y  Foundation, the  C a r g i l l  Foundation, 
I 'I the  Kellogg Foundation, e t c .  C e r t a i n l y  i t  is  i n  the  i n t e r e s t s  of a l l  t hese  
groups t o  suppor t  ADC a c t i v i t i e s  and, when coupled wi th  b i l a t e r a l  a i d  and 
country- ,specif ic  suppor t ,  t h e  p rospec t s  f o r  ADC funding would be  v a s t l y  
improved by such an  arrangement. It might a l s o  be  p o s s i b l e  t o  s t r u c t u r e  
t h e  meeting so  a s  t o  inc lude  A I D ,  IDRC,  and o t h e r  a i d  c o n t r i b u t o r s  d i r e c t l y  
w i t h i n  the  consortium. 
Tf a  commitment t o  cont inuing annual funding i s  imposs ib le ,  i t  might 
a l t e r n a t i v e l y  be  f e a s i b l e  t o  begin a  campaign t o  bu i ld  up ADC's  r e se rve  
fund t o  perhaps $10 m i l l i o n ,  thereby inc reas ing  t h e  annual  i n t e r e s t  flow 
and providing the  longer-run f l e x i b i l i t y  base  which has r e c e n t l y  been 
eroded. Numerous o t h e r  op t ions  might a l s o  b e  explored,  and presumably t h e  
funding i s s u e  i s  one which must be d e a l t  w i t h  ex t ens ive ly  i n  t h e  next  two 
y e a r s  by t h e  ADC P res iden t  and Board of T r u s t e e s  a s  they  look forward . i n  
t h e i r  planned i n t e r n a l  assessment of t h e  f u t u r e  of ADC. . 
Recommendati,ons t o  t h e  Ford Foundation 
All ,  of t h e  funding  agenc ies  which have supported t h e  ADC can t a k e  
p r i d e  i n  t h e  o r g a n i z a t i o n ' s  success .  Indeed, g iven  t h e  problems which 
remain w i th  t h e  r u r a l  s o c i a l  s c i e n c e s  i n  Asia ,  and given A D C ' s  proven 
approach i n  he lp ing  t o  s o l v e  t h e s e  problems, t h e  Council  appears  t o  be a  
cand ida t e  worthy of s t r o n g  f i n a n c i a l  suppor t  f o r  t h e  f o r e s e e a b l e  f u t u r e .  
Because of  i ts  p ro fe s s iona l i sm,  i ts r e p u t a t i o n ,  and i t s  re sea rch ,  t r a i n i n g ,  
and p u b l i c a t i o n  networks,  t h e  ADC is now i n  t h e  b e s t  p o s i t i o n  t o  s e r v i c e  
many a s p e c t s  of  t h e  agr icu l tura l -economics  f i e l d  w i t h i n  Asia. It is f o r  
t h i s  reason  t h a t  f i n a n c i a l  suppor t  t o  t h e  ADC from t h e  Ford Foundation, 
IDRC, A I D ,  and o t h e r s  con t inues  t o  make sense .  
On t h e  o t h e r  hand, Ford and some o t h e r  donors w i l l  no doubt wish t o  
r e t a i n ,  on a  d i r e c t - h i r e  b a s i s ,  some a c t i v i t i e s  w i th in  t h e  r u r a l  s o c i a l  
s c i ences .  To a rgue  t h a t  e i t h e r  Ford o r  ADC should do every th ing  ( o r  nothing)  
would b e  a  red he r r ing .  There i s  a  s t r o n g  cornplemencarity between t h e  
program a c t i v i t i e s  of  t he  two o rgan iza t ions ,  w i th  each doing some t h i n g s  
b e t t e r  . than t h e  o t h e r .  
Once ADC's q u a l i t y  i s  f u l l y  recognized,  t h e  Foundation should be  pre-  
pared t o  a s s i s t  t h e  Counci l  i n  f o u r  ways, a l l  of  which a r e  s t r o n g l y  
recommended. 
F i r s t  and most impor t an t ly ,  t h e  Foundation should con t inue  ADC's c o r e  
. budget  suppor t  f o r  a t  l e a s t  t he  nex t  t h r e e  y e a r s  a t  t he  presen t  annual  r a t e  of 
$200,000. Without s 4 r o n g  c o r e  support  t he  Council  w i l l  l o s e  i t s  f l e x i b i l i t y  " .  
and w i l l  b e  fo rced  i n t o  cut-backs t h a t  would have nega t ive  program repercuss ions .  
Given a  con t inu ing  need f o r  Ford suppor t  t o  ADC, t h e  Foundation might. 
a l s o  wish a l t e r n a t i v e l y  t o  cons ider  a  core-support c a p i t a l  g ran t  of some- . 
t h ing  on t h e  o r d e r  of $3 m i l l i o n .  Such a  g ran t  would guarantee  ADC a 
long-term annual  f low of $210-$240,000 'annually. Such a g r a n t  would a l s o  
b u i l d  A D C ' s  r e s e r v e  emergency account up t o  a sum more i n  l i n e  wi th  what 
is needed f o r  good management. I n  s h o r t ,  a  te rmina l  c a p i t a l  g r a n t  of $3 
m i l l i o n  by t h e  Foundation would recognize ADC's pas t  and con t inu ing  s e r v i c e ,  
and would f r e e  both groups from t h e  need f o r  cont inuing  paperwork and 
funding u n c e r t a i n t i e s .  
Second, t he  Foundation should be  prepared i n  t he  f u t u r e ,  a s  i n  t h e  
p a s t ,  t o  cons ider  suppor t ing  count ry-spec i f ic  ADC p r o j e c t s  and programs out  
of  t h e  budgets  of Foundation country o r  r e g i o n a l  o f f i c e s .  Given t h e  Founda- 
t i o n ' s  d i f f i c u l t i e s  i n  r e c r u i t i n g  f o r  and suppor t ing  t h e  a g r i c u l t u r a l -  
economics a r e a ,  t h e  ongoing ADC opera t ion  o f f e r s  an important  p r o f e s s i o n a l  
a l t e r n a t i v e .  Moreover, support ing a  component of ADC a c t i v i t i e s  w i t h i n  a  
country means t h a t  t h e  Foundation can t a p  t h e  a s s e t s  of t h e  e n t i r e  ADC 
network. Thus t h e  economics of t h i s  type of support  a r e  ve ry  f avo rab le  f o r  
both t h e  funder and fundee. 
Thi rd ,  i n  c o u n t r i e s  where l o c a l  support  s e r v i c e s  f o r  e x p a t r i a t e s  pose 
d i f f i c u l t  problems (e.g. ,  Indonesia ,  Pak i s t an ,  and Bangladesh) t h e  Foundation 
should be  w i l l i i ~ g  t o  provide genera l - serv ices  a s s i s t a n c e  ( a s  i t  h a s  i n  
Bangladesh). I f  t he  Foundation main ta ins  an a c t i v e  support  systems,  a s  i t  
does,  f o r  example, i n  Indonesia ,  i t  makes l i t t l e  sense  f o r  ,C p r o f e s s i o n a l s ~  
t o  spend one-fourth "o one-third of t h e i r  t ime on housekeeping and l o g i s t i c  
i s s u e s  on which t h e r e  a r e  s i g n i f i c a n t  economies of s c a l e ,  and which should 
I be  handled more e a s i l y  and cheaply by the Foundation. Charging ADC a f e e  
( 
f o r  these s e r v i c e s  might even be d e s i r a b l e  t o  keep accounting mat t e r s  
straight;but any number of s o l u t i o n s  would appear t o  make more sense than 
do present  arrangements i n  s e v e r a l  countr ies .  The foregoing suggestion is 
1 
obviously no t  c o s t l e s s  t o  the  Foundation i n  f i n a n c i a l  terms, and a l s o  may 
t end  t o  make more d i f f i c u l t  the  d i f f e r e n t i a t i o n  of ADC's  and Ford l s  
country cont r ibut ions .  On a n e t  b a s i s ,  however, s e r v i c e  support of ADC 
appears highly des i rab le  i n  coun t r i e s  where condi t ions  warrant the  need 
f o r  a Foundation general-service opera t ion .  
Fourth, the  Foundation should s tand ready t o  cooperate with the  ADC i n  
e f f o r t s  t o  f i rm up core budget support from o the r  groups. A s  mentioned 
previously,  Ford could p lay  an absolute ly  invaluable  r o l e  by endorsing t h e  
. .; c rea t ion  of a "Donors Club"' f o r  ADC. The formation of such a consortium 
over the next  seve ra l  years  appears v i t a l  f o r  ADC1s  continued existence.  
Because of the  Ford Foundation's wide con tac t s  and i t s  demonstrated substan- 
t i v e  and f i n a n c i a l  commitment t o  ADC, t h e  Foundation could be instrumental  
i n  helping t o  f i rm up the  f i n a n c i a l  base of an organizat ion t h a t  needs and 
deserves t o  continue f o r  the  foreseeable  fu tu re .  
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2255 hours ~ r i i v e  Karachi 
( e 
Friday, August 13th 
Depart Karachi 
Arrive Hong Kong 
Sunday, August 15th 
Depart Hong Kong 
Arrive San Francisco 
LH 640 @ 0045 hours 
1405 hours 
PA 2 @ 0945 hours 
0805 hours 
ANNEX B - P a r t i a l  Lis t ing of 
Persons Contacted During the Course of the Review 
ADC/New York 
Abraham Weisblat 




Jane Harr is  
A ~ ~ / B o a r d  of Trustees 
John Lewis 




I D R C  -
M. S. Rao 
Indonesia 
Theodore Smi th AndiHakimNasoetion S ja r i fudd inBahars ja r  
Peter  Weldon Sukadj i 
Robert Shaw Mubyarto 
A. M. S a t a r i  
Roekasah 
Roger Mon t gome ry Toyib Hadiwi j aya 
Ben White Rudy Sinaga 
William Col l i e r  I r l a n  Soe j ono 
C. Geoffrey Swenson Achmad Birowo 
Bangladesh, 





David Cat l i n g  
Monowan Hossain 
Joseph Stepanek 
Ind ia  
Hans Binswanger 
Phi l ippines  



















~ l e x a n d e r  Kirk 
Erdman Ziuuner-Vorhaus 
Ehsan Rashid 
A. H. Kadri 
Javaid Azfar 
Xgha Sa j jad Haider 
I. A. Imt iaz i  
Af t a b  Ahmad Khan 
Vaseem Jaf f r e y  
Heshamul Haq 
Aslam Ghayur 
A m i r  bfuhammed 
A l i  Mohammed Chaudry 
